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NOTES AS A BASIS FOR DISCUSSION OF
FUNCTIONS AND RESPONSIBILITIES.OF THE CENTRAL INTELLIGENCE AGENCY

I.

The Intelligence Problem in the United States

Although the Central Intelligence Agency'ig largely an outgrowth of
our experience in World Yiar II, it would be wrong to proceed from the
premise that Prior to the war our Government oﬁerated without intelli-
gence as to the capabilities and intentions of possible enemies or
prospective allies. The Departmeﬁt of State had long maintained a
widespread information gathering service. The Army, the Navy, and certain
other Departments of the CGovermment had maintained their own systems of

collecting information and producing intelligence.

However, we had no integrated syétem of intelligence. We had not
adequately exploited the available sources of intelligence. We had no
central agency to coordinate intelligence collectioﬁ and production and
to assemble the best avsilable intelligence for expression in national
estimates to guide in the formulation of foreign policy and the prepara-

tion of defense plans.

In World Wars I and II our Huropean allies, Great Britain in
particular, had placed the product of their intelligence services
largely at our disposal. Vhile we can still expect assistance from the

intelligence services of friends and allies, we have rightly concluded
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that we should not depend on them for our intelligence to the extent we

were forced to do in World War T and during the early days of Vorld War II.

It was World War IT which showed both our deficiencies in intelli-
gence and also what we could accomplish under pressure. Through the
expansion of the facilities of the State Department and the military
services, through the 0ffice of Strategic Services -- our first move
toward the Central Intelligence Agency -~ through enlisting the best
personnel that could be found, in and out of government sérvice, we were
turning out a very creditable performance in many phases of intelligence

work well before the end of the war,

Tle now recognize ﬂhat if we are to have adequate intelligence in
times of erisis, we must prepare in time of peace, and we have seriously
turned to the task of building up a central intelligence organization.
The country has now accepted the verdict, even if somewhat reluctantly,
that peacetime intelligence is essential to security and, as many of
our military leaders have said, our first line of defenses It took us
a long time to reach ‘ghis conclusion, and we are only now gradually
getting over our suspicions of intelligence and our tendency to coﬁfuse
it with merc intrigue and the more lurid side of esplonage. We are
beginning to accept it as serious and honorable work snd essentlal to

our defense.

It is well to recognize, however, that an efficient intelligence

organization cannot be built overnight.
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Tt will roquire years éf patient work to provide skilléd.personnel

to do the jobe. Blueprints and organization charts, even legislation and

ample appropriations, will not take the place of competent and highly

troined men and women. Without them we shall have nelther effective

intelligence operations nor sound intelligence estimates. Unfortunately,:

in the difficult organizational period since the war, the Tuture of

intelligence as a carcer has scemed so uncertain that many war-trained

and competent men have left the service and it has been particularly

difficult to find rceruits to take thelr places.

Finally, security for our intelligence activities is not easy to
achicve in the United States. It is not only the penetration of fifth
colunnists which we have to guard against. "We have the gencral problem
rising out of our tradition that all of the affairs of the Government
should be conducted in the open. Sometimes we tend to carry this over
even 28 regards the publication of the intimate details of intelligence
oporations. In peacetime particularly, it is not always easy to rocon-
cile our vital interest in protceting the freedom of the press with

the necd for silence on cortain phases of intelligencoe.

IT.

o

National Intelligence and the National Security Act of 1947

In a scries of discussions, beginning as early as 194l, among the
interested government agencics s to how the country could most cffectively

organize its permanent long-range intclligence, thore was pretty gencral

-3 -
Approved For Release 2000/08/26 : CIA-RDP61S00750A000700050032-3



Approved For Rglease 2000/08/26 : CIA-RDP61SQQ750A000700050032-3

agrecment on some form of a central agency. Therc was, however, a sharp
divergence of views as to the scope of the activities of such an AZCNCY ,
the authority it should enjoy, the manner in which it should be adminis—
tered and controlled and where in the government it should be located.
These 1ssues were resolved at that time through the creation by
Presidential Tetter of the Central Intelligence Group on 22 January 1956,
and then more definitely determined through the cstablishment of the
Central Intelligence Agency by Congress in Section 102 of the National

Sccurity Act of 1947.

THE DUTIES OF THE CENTRAL INTELLIGENCE AGENCY UNDER THE NATIONAL SECURTTY

ACT

Scction 102 (d) of this Lct defincs the duties of the Central
Intelligence Agency as follows:-

"(d) For the purposc of coordinating the intelligence activities of
the several Government departments and agencies in the interest of national
security, it shall be the duty of the Ageney, under the direction of the
National Security Council --

"(1) to advisc the National Sccurity Council in matters
concerning such intelligence activities of the Government depnrt-
ments and agencies as relate to national sccuritys;

"(2) to make recommondations to the Wational Security
Council for the coordination of such intelligonce agtivitics of
the dopartuents and agencies of the Govermment as rolate to the
national sccurity:

"(3) to correlate and cvaluate intelligence relating to the
national sccurity, and provide for the appropriate dissemination
of such intelligence within the Governmont using whore appropriate
existing agencics and facilities: Provided, That tho Looney
shall have no police, subpocna, lav—cnforcoment powers, or
internal-security functions: Provided further, That the depart-
ments and other agencics of the Government shall continue to

- -

Approved For Release 2000/08/26 : CIA-RDP61S00750A000700050032-3



Approved For‘R(eIease 2000/08/26 : CIA-RDP61800750A000700050032-3

collect, evaluate, correlate, and disseminate departmental intelli-
gence: And provided further, That the Director of Central Intelli-
gence shall be responsible for protecting intelligence sources and
methods from unauthorized disclosure;

n(L) to perform, for the benefit of the existing intelligence
agencies, such additional services of common concern as the National
Security Council determines can be more efficiently accomplished
centrallys; :

"(5) to perform such other functions and duties related to
intellipence affecting the national security as the Natlonal
Security Council may from time to time direct."

In these provisions the authors of the National Security Lct showed
a sound understanding of our basic intelligence needs by assigning to the
Central Intelligence Agency three broad duties which had never before
been adequately covered in cur national intelligence structure. These
dubies are: (1) to advise the National Security Council regarding the
intelligence activities of the government and make recommendations. for
their coordination; (2) to provide for the central correlation, evalua-
tion, and dissemination of intelligence relabing to the national security;
and (3) %o assure the performance, centrally, subject to National Security

Council direction, of certain intelligence and related functions of

common concern to verious departments of the Governnent.e

The powers given to the National Security Council and the Central
Intelligence Agency under Sectlon 102 of the let establish the frame-
work for a sound intelligence service for this country. 1t is of vital
importance that effect be given to the real legislative intent through
the continuing exercise by the Central Intelligence fgency of the functions

assigned to it by the Acte The functions of most importance relate to
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the responsibility of the Central Intelligence Agency for the coordinagtion
of intelligence activities and the coordination of intelligence opinion

in the form of national intelligence estimates.

Vhen the National Seeurity Act was being drafted, doubts were
expressed whether the Central Intelligence fgency is properly placed
in our governmental'étructure under the National Security Council. There
was some concern whether a committec such as the National Security Council
would be able to give effective direction to the Agency. It was argued
that the National Security Council was +oo large a body, would be pre~
occupied with high policy matters, an& would mect too infrequentl} to
be able to give sufficient attention to the proper functioning of the

Central Intelligence LEeNCY

There is force to the eriticism that a comnittes, no matter how
august,-is rarely an effecctive body for the direction of another agency.
It is true that the Wational Security Council camnot directly control
or run the Central Intclligence ~geney and should not attenpt to do 50,
except to the extent of assuring itself of compliance with its dircctives.
However, the Council, whose menborship comprises the highest authorities
in the departments most direcfly concerned with the products of all the
intelligence agencies, can render effective service in determining the
nature and scope of the Central Tntelligence. ‘gency within the framework

of the National Sceirity fcte
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The Central Intelligence Agency must perform special services of
common concern to these departments as directed by the National Security
Council, must recommend steps toward the coordination of the intelligence
activitics of these departments as prescribed by Congress and coordinate
the oxpression of intelligence opinion in the form of national estimates

prescribed also by Congress™ or fail in its mission.

The Contral Intelligence Agency is not merely another intelligence
agency to duplicatc and rival the existing agencics of State, lrmy, Navy
and ir Forces It was not designed as a competitor of thesc agencies
but as a contributor to them and as o coordinator of their intellligence
activities and of the cxpression of a national intelligence opinion. It
mist malke maximum use of the resources of existing agencies; it must not
duplicate their work but help to put an end to existing duplication by
sceing to it that the best qpalified ageney in cach phase of the intelli-

gonee field should assume and carry out its particular responsibility.

The job of the Director of Central Intelligence, unique in the
history of intelligence orgenization, 1s hard to describae clearly. In
a far-fotched comparison, it might be said in many respects to constitute

¥

the intelligence oppesite number of the Sccretary of Defcnse. Of course,

1/ Congress actually uscd the words ovaluate intellicence rolating
to the national security."
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an essential difference, among others, is that the Dircctor of Central
Intelligence does not and should not participate in the determination of
policy.

IIT.

The Responsibility of the Central Intélligence Ageney for thoe Coordination

of Intelligence Activitics

The coordination of the intelligenece activities of the soveral depart-~
nmonts and agencies concerned with national sccurity was n nrimary reason
for.ostablishing the Central Intelligence Jgency. This is clear from
the early discussions concerning the creation of o central. agency ond

from the langunge of Scction 102 of the National Sccurity Lcte

To achlceve this purposc, the Central Intelligence Ageney was assignod -
the duty of advising the National Security Council in mattors concerning
such intelligence activitics as relate to the nationsl sceurity and of
making recomnendations to the National Sceurity Council for their coordi-
nations. The ALetb does not give the Central Intelligonce Lgency indepen-

dent authority to coordinste intelligenec activibics. Final responsibility

to establish policics is vested in the ¥Wational Sceurity Council.

This duty of advising the National Sccurity Council, tocothor with
the twe other principal duties of correlating national intelligence and

performing common scrvices as determined by the Hational Seeurity Council,
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a1l serve the general purposc of coordinntion. Lln fact, these threc basic

dubios of the Contral Intelligence .[gency, although distinct in themselves,ia -

are necessarily inter-related and the performance of onc function may in-

{

volve anobhers:

Tor cxorple, in performing its duty of advising on the coordination
of intclligence activitles, the Cenbral Intolligence Agency moy rceomnend
to the National Security Council the means to be omploycd in the assembly
of reports and cstimates requisite for the performance by the lgency of
its sccond duty, the correlation of national intelligence. A48 snother
example, the Central Intelligence Agency may recommend, in accordance with
its dubty to make recommendations for the coordination of intelligence
activitics, that a particular intelligence function be performed hence-
forth by the Agency itself under its third duty of providing services of

common concern more efiiciently accomplished cenbrally.

The statutory limitations upon the authority of the Central Intelli=-
gence Agency to coordinate intelligence activities without the aprroval
of the National Sccurity Council werc obvicusly designed to protect the
autonomy and internal arrangements of the various departments and agencies
performing intelligence functionse 7The Secretarics of Departments who
are members of the Wational Security Council are in a position to review

recommendations of the Central Tntelligence Agency concerning their own

- departments, and other departmental hecads would doubtlcss be invited to

attond mestings of the National Socurity Council when matters pertaining
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to thelr activities are under consideration. In spite of these calculated
limitations on the authority of the Central Intelligence Agency, it is
clear that the Ageney was expected to provide the initiative and leader—

ship in developing a coordinated intelligence system.

The Nationél Security Act doos not define the "intelligeonece activi~
tics" which are to be coordinated under the direction of the National
Security Council, or spccify the departments whose activities arc covered.
Fresumably all intelligence activitices relating to the national sccurity
are included, from collecting information in the first instance to the
preparation and disscmination of finished intelligence reports and
cstimates. The criterion, a vory broad one, is "such intelligence
activitiess.ssseas relate to the national security" and rot the identity
of the departments concerned or thc nature or locale of tho intelligence
activity. Thus, practically no limitations arc set upon the scope of
the intelligence activities with which the Central Intelligence Agency is
to concern itself, cxcept the statutory provisions on internal sccurity
functions and provisions protecting the independence of the departments

with respect to so-called departmental intelligence.

IVa

The Responsibility of the Central Intelligence Ageney for National

Intolligence Estimates

Onc of the principal dutics assigned to the Central Intelligence

Agency "for the purposc of coordinzting the intelligence activities of
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the several Government depariments and agencies in the intereét of
national security" is "to correlate and evaluate intelligence rclating

to the national sccurity, and provide for its appropriate disscminations"
Tho Contral Intelligence Agency is thus given the responsibility of scecing
to it that the United States has adequate cenbral machincry for the examie-
nation and interpretation of intelligence so that the national security
will not be jeopardized by fallure to coordinate the best intelligence

opinion in the countfy, based on 211 available information.

Although the Act provides that "the departments and other agencies
of the Government shall continue to collcet, evaluate, correlate, and
disseminate dopartmcntai intelligence," the statute doos not limit the
dutics of the Central Intelligence Agency toc corrclate and evaluate

intellipgence, except by the stondard of ™ational security."

The purport of the National Security Act can be understood and
justified in the light of the history and general objectives of the Acte
Behind the concept of a Central Inteclligence Agency lay the neccssity not
only for the coordination of a diversified intelligence activities, and
for the performance by the central agency itself of certain scrvices of
common usefulness, but also for the coordination of intelligence opinion
in the form of reports or cstimates affceeting gencrally the nntional

security as a wholce
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The Act apparently gives the Central Intelligence Agency the inde—
pendent right of producing national intelligences. As a practical matter,
such cstinntes can be written only with the collsboration of experts in
meny ficlds of intelligence and with the cooperation of several depart-
ments and agencies of the Govermnments A national intelligence report or
cstimate as asscmbled and produced by the Central Intcllicence Agency
should reflect the coordination of the best intelligence opinion, based
on all available information. It should deal with topics of wide scope
relevant to the determination of basic policy, such as the asscssment of
a country's war potential, its preparedness for war, its straﬁegie
capebilitics and intentions, its vulnerability to various forms of
direcet attack or indircct pressures. An intelligence estimate of such
scope would go beyond the competence of any single department or agency
of the Govermment. A major objective, then, in cstablishing the Central
Intelligence Agency was to provide the administrative machinery for the
coordination of intelligencc opinion, for its assembly and roview,
objectively and ﬁnpartidlly, and for its cxpression in the form of

cstimates of national scope and importance.

The concept of national irntelligeonce cstimatos underlying the
statute is that of an authoritstive intcerpretation and sppraisal that
will serve as a firm guide to policy-makers and plannors. A national
intelligonce estimate should reflect the coordination of the best
intelligence opinion, with notation of and reasons for dissent in the

instances when there is not unanimity. It should be based on all

. - 12 - ;
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available information and be prepared with full knowledge of our own plans
and in the light of our own policy rcquircments. The esfimate should be
compiled and assombled centrally by on agency whose objectivity and
disinterestedness arc not open to questions Its ultimate approval should
rest upon the collective responsibility of the highest officials in the
various intelligence ageneices. Finally, it should command recognition
and respect throughout the Government as the best available and presum-

ably the most authoritative inﬁolligonce estimate,

Although the task is made more difficult by a lack of general
acceptance of the concept of national intelligence estimates in the
Government, it is, nevertheless, the clear duty of the Central Intelligence
Agency undor the statute to asscmble and-produce such coordinated and

authoritative estimates,

Ve

Scrvices of Cormon Concern - Intelligence Research and Reports

This is the function prescribed by Section 102 (d) of the National
Security Act of 1947 in the following longuage "to perform, for the
benefit of the okisting intelligence agencics, such additional services
of common concorn as the National Sceurity Council detormines can be

more efficiently accomplished centrally !

Generally speaking, this function would involve responsibility for

authoritative rescarch and reports in economic, scientifie and technological
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intelligonce, the maintenance of central refercnce facilities, and such
other matters as arce deemed of common concorn by the National Sccurity
Council. To the cxtent necessary, the Central Intelligence Agency will
also coordinatec the activitics of the othor agencies in these ficlds.

Tho staff wﬁrking in the Central Intelligence Agency on such mattors of
common concern should include in appropriate cascs adequate represcntation
from the State Department and the military services so that, subject to
policy guidance from the principal consumcrs, its products will reflect
the work of the best available talent and be responsive to the reguire-

ments of the consumer agencics,

VI.

Limitation on what can be Ixpected of the Central Intelligence Agency

or of the American Intelligence System ns o Wholce

In concluding, any discussion of intelligence in general and the
regponsiblility of the Central Intelligence Agency in the production ond
coordination of national estimates in particular would be inadequate wibh-

out some caveatse

Scldom if ever will the collecting mochinery of any intelligence
system produce all or anywhere near all the raw information required,
aftor ovaluation, collation in the appropriate intelligonce agency and
general. interprotation, for the final production of a completely'reliablo

intclligence estimate. Picces of the intelligence puzzle will alvways be
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missing and informed guesses or logical deductions at best will be needed

to complete the picturc of cecnemy capabilitics and intentionse.

Even the avallable picces of the puzzle are not invariably given to
intelligeonce persconnele All information, whether it originates from’
intellizence sources or whether it comes from other sources including our

own operations and plans, must beo made available to the intelligence
pecople who by putting togother and studying 21l of the bits of information
must provide the overall interpreotation. There is always a dangerous
tendeney, particularly in time of erisis, when it can be mest scrious,
for vital information to be withheld on the. grounds thot the intelligence
 porsonncl should not sce it becausc it concerns operations or for alleged
sccurity rcasons. Tn other instances, the disscmination of vital but
sensitive material may be restrictod to a very few pcople at the top
levels with the result that those individuals Who are most competent to
analyze a particular situation are loft out of the picturc entirely. It
is thHerefore nccessary that intelligence estimates be made in full light

of our own policies and operationse.

There is also a tendency to projudice on the part of intelligence
personncl expressed in the form of stubborn adherence to preconceived
ideas. Bstimates arc subjoect to the risk of being colored and twisted

to reflect the prejudices of those preparing them.

Finally, there is danger of projudice on the pert of policy—ﬁakors

- which may render them blind even to brilliant achicvements of an
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intelligence serviée. They may just refuse to listen to what they do not
like, Hence, nothing would be more dangerous than to believe that an
efficient intelligence system with coordination of activities and support
effected through a central intelligsence agency would make this country

jrmmne to a disaster like Pearl Harbor.

This does not lead to the conclusion that intelligence is futile.
It merely shows its limitations. If the intelligence appraiser can keep
from tv.riS'bing and coloring the data he receives and if the policy-maker
can keep an open mind and be prepared for continual re-evaluation of the
assumptions on which he is relyih;‘;, then sound intellirence e:"stimatés

can be a pillar of strength for our national security.
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